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CHAPTER I

INTRODUCTION

A former United States Air Force Deputy Cnief of

Staff for Logistics, Lieutenant General Leo Marquez, advised

during a 1987 address in Europe that the future of aircr-aft

maintenance officers should reflect a "general ist"

orientation. He further suggested that officers sho1uc1 uw

concerned with combat organizations as well as the day, to

day mechanics of sortie generation. More than reviVing trne

age old argument. of "general ist" versus "special ist", nis

advice cal ls into question the maintenance communi Lw-

oreoaredness to meet the challenges of tne twenty-firest

century. Is today's maintenance officer specialty oru.,r

structured and trained to meet near and I onig term

requirements? If not. have the required change- oeen

identif ied and a oi an oeve loped to ensure or'derl evol utior

of tomorrow s maintenance leaders? In both care=. t .Ei

answer is a qual if ed NO.

During the Air Forces forty year histor-, we nave

al wavy been leaders in techinoli ogical devel ooment. -- et Iy

the pace for adaptat ion of new capabil 1 ties to tre

employment of ai.rpower. With the evolution of haruwar-e, uJur

preparat ion of personnel in the operational arenas has

ensured a competitive edge. Our pertormance record in trerz



mission support skills has been somewhat less successFutl; it

has been reactive in nature to catch up to change rath-er

than proactive in anticipation of change. The Air Force can

ill afford to continue this modus operandi. Operational

success demands a strong, viable mission support struckurE?

and no where else is this more obvious than the f+ielo oF

logistics in general and aircraft and munitions maintenance

in particular. Is this career field ready for tomorrow? 1i

not, why not? What challenges lay ahead? Will the UAF of

the year 2000 look much different than that of today?

To be sure, technological advancement will be the

central focus not only tomorrow but for the foreseeable

future. "High tech has become the American wa'r o0

I if e . (5 :261) But a word o0f cautlon must here oe soundedl.

We have, in the not too distant past, learned painfully tre

error of our "smart machine, dumb man" maintrenance conejDlr3_..

More capable systems stil require equal Iv- ca:abie pera-Bon"•r•'_

to operate and maintain them, and equally capable peopi>--, Z,)

manage and lead the operators and maintainers. Whii we

cannot afford to stifle advancement in technology, reiti--er

can we presume current organizational , personnel aid

management pn 1 o1soph ies are properly, focused to harness and

emp l oy new ca abil ities. Devel opment of the mission suppoFrt

infrastructure must be on a par wi cn -that of nar' ,lwar es



especially in the areas of personnel classification and

training, if supportability is to be a real itv.

While we wrestle with these often competing needs,

we must be mindtil of the context in which these

developments will occur. First, students of demograpnics

advise that the cohort base is declining commensurate witn

an increasing demand in both the militarv and pubi ic

sectors, especially in the technological l y oriented

specialties. Second, Congress has levied specitic

restrictions on iorce size that should pressure senior,

leadership to apply serious consideration to total manpower

requirements. Unfortunately, myopic centrism ano

infatuation with unit size appear to weigy mnure i'uavil. iII

the manpower requirements determination process tnan honest

attemots at cost effective balancing of su5o05y verQusI

demand. No one '1 ikez" to take reductions Ln UIMenpOw&C"

resources. EPut we, the USAF, must soon reali tz at ,lora

effective util ization of resources, especial Vi paýrsonne;

resources, even if equated to reduced authorizat-ion- and

more stringent accession, clas•itication. and assignmenrr

policies, is in the national interest. The ratiaLnale Vor

change is compel iing.

In anal yz ing the status of the maintenance of ±iue r

career field, it must be acknowl edged thait sever av•

prejudices and contentions were neld at tne ouLset of tQ h i
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project. These can be summarized as fol I ows 6 accession i

pol icy was based on the premise that "anyone" could be a

maintenance officer; basic training programs hac not kept

pace with the realities of the "field": consolidation o+

aircraft and munitions career fieids was long overduea; aid,

major commands preferred to "close loop" the assignment

system to retain "favorites." The focus of the research

effort, however, was not to prove or d i spr'ove these

perceptions but to determinE if the functional and resource

managers. supporting agencies. and the "mai nt enarn ce

community" at large had considered any of these or similar

issues. If they had, what was underway or planned in thi-:m

arena?

I fear that the maintenance community has not given

the topic sufficient thought. Recent proposal s to Upgr4doe

the basic training program were I ong, long o-verdue.

F:ea1 izat ion of the +a] 1 ac:lousness ot separate aircrrt t,.•,d

munitions specialties is equal ly dei inquent. ilainte7ane

of r icers need to take a hard l ook at their readiness -to meet

the -hal I enges ahead. This paper recommends several teors

in that direction.
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CHAFTER II

EVOLUTION OF A CAREER FIELD

A historicai perspective of all related aircraft-

maintenance career' fields is a study of both staoil ity and

change. Stability in the consistent ,ecognition of the neeo

for an embodiment of officers properly trained in tWne

intracacies of the maintenance business. Chan4e in tne

evolution of a career field from many specialties to tszt,

from snecial ist to general ist. and from technician tu

manager. Not all of this evolution has been for the best.

The 1 Jantary 1952 Air Force Manual (AMi- 3Jo-1, Tnho

Officer Classification System, provides the oes.:¼rture ,LDoii.

ffor an analysis ot the Air Force Specialty Cooes (HFIU' ii,

the maintenance career field. Thirty-six years ago. tfe

business L) avionics was tucked irto tr,.

Communicacions-Eiectronics Occupational Field t.7F:C ;.,.•.,.

tne mUnitions arena had a separate Armament DCCLtFJ&L ionnsi

Field (AFSC 32XX) , and the Maintenance Zn-yinenriicj

Occupational Field (AFSC 43XX) included both aircra•t eF.

ground equipment tsee Table 1) .(16)



TABLE 1

AIR FORCE SPECIALTY CODE STRUCTURE 19522

Communications-Electronics Occupational Field

3016 Communications-Electronics Staff Officer
3024 Electronics Countermeasures Officer
3034 Communications Officer
3044 Ground Electronics Officer
3054 Air Electronics Officer

Armament Occupational Field

3216 Armament Staff Officer
3224 Guidance Systems Officer
3234 Armament Systems Officer
3244 Armament Operations Officer
3254 Ammunition Officer
3265 Guided Missile Officer
3274 Nuclear Weapons Officer
3284 Nuclear Officer

Maintenance Engineering Occupational Field

4516 Aircraft Maintenance Staff Officer
4324 Aircraft Performance Engineer
4334 Flight Test Maintenance Officer
4344 Aircraft Maintenance Officer
4355 Procuction Control Officer
4364 Fabrication and Repair Officer
4376 Ground Eouioment Maintenance Start utt-icer
4384 Ground Eouipment Maintenance Officer

The transition to the cilassification stvuctuv. _ t

today (Table 2) has not been as direct ac- that sL(g9'eSted r/

comparing the two tables. The first change is t.e ne.ii w-t

wnat we are categorizing--occupational fields n-)ave 31'=-i•Fe r-,a

to util ization fields. Secondly, armament and maainten.-_nce

engineering have become aircraft maintenance and munitions.

Third, shredouts rave been used thrrouLghout_ to denote t'pes
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of aircraft, engines, and munitions. Lastly thce

"uniqueness" of avionics and munitions has resulted in-1

on-again, off-again moves to separate then mergre tnem

disciplines. In the final analysis we have determined that

avionics is not unl ikTe other major subsystems and thus aoes

not warrant a separate specialty; we have not made the samet

determination regarding munitions, thus a separate specialiv

has been retained at the company grade level.

TABLE 2

AIR FCRCE SPECIALTY CODE STRUCTURE Imu

Aircraft Maintenance and Munitions' Util izatiun Fiend

4016 Maintenance Staff Officer
4C)024 Aircraft Maintenance O+ficer
4cC4 6-lui4 • t Q, F f i
4096 Aerospace Maintenance Direc.tor

Before concentrating on the appearance of the career

Siel d As it exists today, it is important to re-v iew co:-,er

manifestation s of this evol ution c1O specialtiesl. Or,.o

obvious aspect is the proverbial "the more thing_ crange.,

the more things stay the same." This is surel y noticeiab;i

in the wording of the career field description-. T e

Maintenance Engineering and Aircraft Maintenance and

Munitions UtiI ization Field descriptions wil I Ie used to

i1 1 ustrate.
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A review of the introduction to the util ization

field reflects- a remarkable similarity among the i'52,

interim, and current versions. In each, the field

"...encompasses the functions of program formulation.
pol icy planning, production management, qual ity
control, inspection, and direction .... immediate
supervisory and technical responsibilities..."
(1B:198;23:A13-11;24:AI3-11)

In spite of significant technological advances. new weapona

systems, and diverse organizational structures (the more

things change) the description of the career field reflects

consistency in the nature and level of the job (the more

things stay the same).

Another aspect of this historical perspective is the

gradual evolution from a technical or "oSecilI lst

orientation to a managerial or "general ist" construct. To

iilustrate, we will review the 1952 and 1970 revisiunr c.h

the AFM 36-1 specialty descriptions for tne "Aircrart

Maintenance Officer (AFSCs 4344 and 4C.24! . specl:t•

attention will be focused on the Duties and Responsihil iLies

and Specialty Qualifications portions o+ the specialty

description.

The first area of comparison is the two I ie

Specialtv Summary. In both versions, the first woro it

"Manages"' one is given then to the notion that maintenance

officers are managers first and foremost. What is maneyed

depends upon the state of the evol ut ionary c ,C I e o: t.he

U



business of aircraft maintenance. In the 1952 version

officers managed activities such as "overhaul, modification,

maintenance and repair" whereas by 1976 they managed "field,

avionic, and organizational maintenance functions" winicr

happened to correspond to the titles of the three squadrons

under the central ized maintenance structure. Another area

of interest in each summary is "commands...maintenanc-.

units." Herein, then, one can presume that aircratt

maintenance off icers are, or can at l east Qual ify as,

leaders by virtue of their authorization "

command . ( 18 : 2.0;.9 ; 22 :A 12-23)

A comparison of the Duties and Responsioilliie=.

sectionB of each manu al revel s a rc- ative co nB -tenc,-:.

(ilthough the latter version is more verbose, tne basic tenor

remains. There are four primary subareas. The fwr.t tnr-e

are almost verbatim: "Plans and organizes, . .ian'

activitibs," "Directs aircraft maintenance activiti.: ar.

"Coordinates aircraft maintenance activities." Hi th'ouyIn

there iF only a one word cnange in the fourth area, it is a

siit icat. chan-e. In -1.95'2", tne ujescr'ipLion re"at:i Performs

technical aircraft maintenance functions" whereas rthe 15`0

version reads "Supervises techrn -aLC> aircraft ma i.n r

functions." (18:209;-2X:A412-23) This denotes the ci-,ange in

focus over the years from technician to suppervis5or or

manager, and from special ist to general ist.

9
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A review of the Specialty Qualifications attendant

to each description further amplifies this aspect ot career

field evolution. The earlier version clearly reflects a

technical orientation. Under Education, the description

reflects the desirability of knowledge and education in

"chemistry, electricity, and mathematics" and completion oV

a "Bachelor's degree in aeronautical or mechanical

engineering."(1B: 2 10 ) By 1976 the trend towards a mor-

general perspective is readily apparent. The Education area

has been divided into Knowledge, which addresses the need

+or knowledge in management procedures in aircraft

maintenance and related logistics tields, and Educatuionn..

which reflects the deisrabil ity of a "bachelor's des,-e.

preferably in management or engineering."( 2 2 0:2A 24

A further examole of the sensitive and often

conrfusirng nature of career fieldo escriptions in e~verncec

by way of comparison of the specialty descriotion in the 11.)

April 1976 change to AFII 3o-I and the career proqresseo,

guides in the 16 April 1076 edition of AFR 36-23, Lit.t.er.
r_

Career Devel opment. While tMe iormer is ci ear i0 its

emphasis on the managerial general ist, the latter still

refiects three separate specialties (avionics, aircr'att

maintenance, and munitions) and a differentiation between

staff off icer "managers" and comrpanv grade of+ icers wlil

perform as "special ists and first t

1 C')



supervisors." (16--22,23,24) A further aspect of this

special ist versus manager issue is found in a "General

Career Profile" in the same AFR 36-23. This chart reflects

that within the total force structure, the requirement at

the lieutenant grade is strictly for "special ized

experience." Although the need narrows sharrpl", it

continues through the grade of colonel in the 26 year group.

The need for "managerial experience" enters the chart at the

grade of captain (five year point) , broadens througf, tne

major to colonel grades. then narrows bu-t continues tiir-ou'_n

the flag ranks..(. : 4 -- '• The change in thinking oveir .. ilme

relative to the emotional special ist versus generai joet i;,e•uE

is further reflected in the fact that such a general car.e.er

path or profile is not included in the curren It Ai-r

36-23. (17)

Our journey 'through the history o-f the var ous

maintenance career i iel ds is complete. Ths evoliut i o,. i

many special ties to few, from a technical Or'ie-t.3:io, - a

focus on management, and from special ist to, generaz ist I.

read il y apparent. This trek brings U si to th - E ur

structure ex ist ing today. What is the nature Ot T.n

maintenance career field?' Is it prepared +or tne reai i12e

o+ today and the c-hallenges of tomorrow?

III
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CHAPTER III

TODAY'S CAREER FIELD IN PERSPECTIVE

Changes to the basic utilization field structure

have been minor since the conversion to AFSC 4OXX, reflecLed

previously in Table 2. The same four specialties remain

with some alteration to the Duties and Responsibilities and

Specialty Qual ifications. Closer egamination, however,

highlights a fundamental structural flaw ano internal

inconsistencies, owing primarily to two different offices

executing functional manager responsibil ities and the

reactive versus proactive nature of career management.

Change 6, dated 15 September 1986, to AFR 36-1 will be used

to illustrate.

Specialty Description

First, and most apparent, the utilization fieii ii

mistitled. The "Aircraft Maintenance and Nti -i i L ici,3

Util ization Field" impl ies that the business o-t m'.Antions

does not involve the "maintenance" of munitions. Yet in the -

course of a career, aircraft ano munitions p-rasornneI

progress to a combined Maintenance Staff Off icer ani, •_

hopefully, to Aerospace Maintenace Director. GSiven triz

pattern of progression, would it not be more appropriate to

calI AFSC 40X0 the "Aircraftt and Munitions Ilaintenancr

Util ization Field?"

12



The second aspect is the apparent longevity of the

basics of the utilization field. The "Introduction" to the

field has remained virtually unchanged since the 1977 !7

version. It still outl ines the same functions and

supervisory and technical responsibil ities addressed in the

previous chapter. The primary exception is the addition ot

"inventory management" (read as munitions suppl y, +or

munitions officers, a duty inherited from the supply

field.(24:A13-11) Again, it appears the fundamentals are so

general as not to warrant change in light of past

technological advancement, revised organizational.

structures, and changes to personnel managemenc an u

utilization policies.

Analysis of the Duties and Responsibilities section

of each specialty again reflects only minor wording changes.

The fundamental ingredients oi planning, organzing,

coordinating, directing, monitoring, and Bupervizing remain.

The continued thrust away from technical special ization to

general managerial tasks remains evident.

Some changes are noted in the Specialt,

Qual if ications sections of the specialty descriptions. For

the Maintenance Staff Officer the desirabil itv of start

level professional mil itarv education (PIiE) has been

deleted. (24 :A13-14) Another change is in the EduczaLion a.r-eia

for- Aircraft Maintenance and Munitions Officer.. 5irlc_

13



bachelors degrees are mandatory for all off iLers. we now

state that undergraduate academic special ization in

management or a technical area is "desirable." (24:RHI3-o/1uI

Lastly, for the Aerospace Maintenance Director, the

desirabil ity of senior PME has been deleted.(Z 4 :A32U)

What is more personally disturbing, however, is eiyhteein

years of seeing how little attention is paid to the AFR 36-.

knowledge, education, experience, and training reQuirements

in both the accession and upgrade of personnel in tne

maintenance utilization field. Accession requirements.

we shall see, are minimal and upgrade to "ful ll Qual ii eur

status is a function of survival for the minimum time.

Accession and Classification

The other accession tool , aside r%.-u,, acaoenirn

degrees, is tne Air Force Officer Quil ification Teit (AF0G.Y.!'

required of all officers, excepting of courBe qrauuat&- u-

the Air- Force Academy and other service academies. 1-iZ

test "measures aptitude" and can be used to "classit ... .inc

the most suitable Air Force career field and sieci&Lies.'

Five aptitude composites are scoreo 0 1i I it

navigator-technic&Il; academic aptitude4 verbai ,

quantitat ivC. Al though the navigat'or-technirca i comn.Ž..

can predict success in training courses for maintenance, ,u

minimum score has been established. 1.5:2%') In in,-t, i- the

1 ate 1970s and earl y 19'8C) it was the acceptec pract•wu_ L

14



access personnel with the absolute miimum possible scor'es

across the board to make up -for previOUS accession

"shortfalls.

Formal Training

The next step after accession and classitication is

formal training. This area will not be addressed in detail

here but will be revisited in Chapter V. From personal

experience, having attended courses at both Chanfute and

Lowry Air Force Bases, and being a former" tunctia:-nai

manager, tnis area has long been a weak 1 ink i-ro-yraQr

changes have been, by and large, reactive not proa,_ct~ve;

courses failed to keep pace with technological alIci

1e. nI aeme, Ft changes.= (enI ine advances, produCt ion or aente.•

maintenance) and often taught subjects no longer val i w,',en

L the individual arrived at the uniit (excepti,)n L 1ite

account ing . Resource managers ha-,e rd di f ItUu Lv

soliciting volunteers to serve as instruco.orsat: utl,

schobol s. Ard, in our push to keep the pipel irne i o wing ,

" 1washbacks" were inf renute, t and academic el iminat, ons

extremely rare. Times must change.

Authorization-s and Demog_!•fpnics

Thus far we have reviewed three aspects or , -r•er

management--accession, cliassif ication, and training. "0.

comp I et• the 1 oop---assigments--we must first review the

author 1zat ion structure. An Air Forcce Logactice HanBzement
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Center (AFLMC) analysis of this area concluded that AFSC

40XX authorizations were "top heavy" and that only "changes

in authorizations and/or the methods used to determine

authorizations" would correct this condition. zb:M2'

Neither of these options have been or ever will be warmiy

received. Thtt resulting lack of the desired "oyramid" or

"Christmas tree" authorization structure is theret-to

inevitable.

Table 3 represents the AFSC 4OXX DemographicS as ,tr

October 1987, the start of this research projectA4OHi.,

Simple math acknowledges the 45/55 percent, fie",d grade tw

company grade split in authorizations. The AIir Forc=

Military Personnel Center (AFMPC) readily aomits, as ,•-iI-L'

pointed out, that this "top heavy" field grade spilt it ncý

supportable given the existing company grade base. G.I.'=-er:

the current d.istribution of 1 ieutenant to c Z%1 , t a in

authorizations, established by the major commands, AriHL. is

forced into an accession pol icy that resul ts in 1 teutna-,

manning in excess Ot 2(0(0 percent.(27) This force structUre

res-ul ts in company grade off icers "grade sBUbst ituteo:' i[.

field grade billets and job repetition for both cmpan./ tnU

field grade of+icers. (26j The former must eventual 1 ura-

attention to the appropriateness of the authorizatiajn base

itself. the latter, clearly, can impact morale and peLr-eiE-ed

career progression.



AFSC 4OXX DEMOGRAPHICS

40XX Authorized Versus Assigned as o+ Oct 87

LTS CAPT MA.) LTC TOLTHL

AUTHORIZED 356 1624 921 t92 3593
ASSIGNED 1041 1565 561 579 -74b
% MANNING 292 96 61 84 1C'4

409X Authorized Versus Assigned as of Oct 87

LTS CAPT MA.) LTC TOTAL
AUTHORIZED ] 0 0
ASSIGNED . 2 37 2C.) t
7 MANNING 0 U , ,i

401X Authorized Versus Assigned as of Oct 87

LTS CAPT MAJ LTC T .L
AUTHORIZED o 0 890 470 136<'
ASSIGNGrED 17 439 494 373 13.3
7. MANNING 0 ( 56 79 '97

402X Authorized Versus Assigned as of Ot• 87

LTS CAPT MA.J LTC TO r-L
AUTHORIZED 268 1 2 1 19 u .
ASSIGNED 764 874 28 4 1loti.
. MANNING 28- 73 147

405X Authorized Versus Assigned as o-f Oct 87'

LTS CAFT MA.] ILTC DOTAL
AUTHOR IZ ED G8 423 12-
ASS-IGNEDE 20 250 2( )14
% MANNING -295 59 17iu

A simple review of these authortizaýLiori= beys se--,r-'

quest ions. How are authorizations determined-? Not v,.r..y

scientf iica lly. Al though there is a formal arjw,-w

determination proces-s, personal experience su-g-sc:. thai-

for ofticer specialties and grades, it is lary-eiv Subjectlve

17



and at the whim of the major commands and the functional

manayer. Why has the authorization base not been

arbitrarily restructured into a self supporting formatT

Again, the major commands and the functional manager are

adamant with regard to the need for field grade

authorizations, regardless of the base structure needed to

"grow" the personnel to fill these billets. They are Maso

the first to bemoan the fact that company grade officers are

grade substituted into field grade billets. Aithough

correctable, the existing career field authorization o-asw-

forces the functional and resource managers and the major

commands to "make the most of a bad situation."

A~sisnments

What pol icy is used in making personnel assiLgrment

against this authorization base? AFR 36--23 states that we

need "career maintenance managers with extensive anid varied

Iogistics support backgrounds" ano thus olt t rs :snJuK

serve "in a variety of aircraft maintenance and muniuinn,ý

positions throughout their career." '17:1 6) voth Hu.

USAF/LEYM, the functional manager, and HQ AFMPC Pabace Lon.

the resource manager, assert that to accompli sh this

necessitates a "tree flow" assignment process that does non

restrict movement between major commands and weapons

systems. They al so acknowl edge, however, t1, at soMe

personnel do become identified with one primaryv coma.d
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Their fallback, position is that the Air Force needs both

"gener'al ists" and "HAjCOM special ists.- (26;28j

Each aspect cK career manayement--acce~ssion,

classification, training, and assignment--ias some -ractor-s

in need of repair. Accession st~anoards or r'equir'ements ore

minimal. Classification requires unneeded soecialization at

the company grade. 'Train ing reacts to advancement rather

than accompaning or preceding the change. And assignment

practice differs fr'om the stated pol icy. Tone issue at hana

is whether we have properly identified the tyoe and mWA. wý,

o~f icers necessary ano whether it. willI charge measuraj-W!

given the technologoical and organizational changes tlnac_ itore

over the horizon.



CHAPTER IV

ISSUES FOR TODAY AND TOMORROW

Many articles in scores of professional journals

have addressed the. challenges that lay ahead in the next

century. At issue is our preparation to handle what is

clearly a three tiered dilemma: maintaining the currenit

force into the foreseeable future; fielding and integrating

a host of new technologies; and, develoc'ing the

organizational and support structures in l ight of bdgetr,

and resource constraints. As is usually the case, our

readiness in some areas is quite good. in others it is less

tnan desirable.

Maintaining tlne Force

It has been stated several times that air,.rafti_

CUrrently on tne ramp will account for 7C) to 8t oercenl: of

Lhe total Air Force i1 nventory at the turn o, tLIe

centu.try. (7:13 This natural 1 y cal 1 5 into quest ion toda--

capabil ity to support today's iorce. lost of us a'e .. ara

of the tremendous efforts ex<pended the past eignt yea,- to

improve the supportabiI ity posture of thWe ir Force, in

terms o+ suppl ies equipment, and personnel . we;-,eve

"thrown" money at overcoming the part- shortage wlh i e

developing managei:.nt systems to preclude similar Prrb],=-m

in the future. We have also introduced a number ,t_,
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personnel initiatives to improve enl istec maintenance

specialty classification, utilization, and training.

Efforts to enhance supportabi ity has indeecl

improved, as has our overall capability. Increased

availability of spares has resulted in higher in-commissinJr-

and sortie generation rates. And to ensure the problems of

the past do not recur, considerable emphasis has been piaUeo

on the logistics "il ities ".--rel iab l ity, maancainarji i t:r

avail abiiity, and supportability. Air Force Logitir_=

Command has deve oped the Weapon Sy/stem Master F i-an, wnich

emphasizes a coordinated projection to ennr ence Comn _._t

capaAil ityl7:13) Although geared supposedly to addresLing

total avail abil itv and supportabil it e rqequiI-ements t.or

future weapons systems, the plan iai Is to inc I uoo p1rsonn; i

needs--specialties or numbers.

To address the personnel ISiue r US"tFL.L. ifi

initiated a program in 1980 to correct d E-r ic ien,: 1. iF

main-itenance personnel cl assii icat ion Lrain in7.g, ct17,_

ut i lizat ion. The thrust o-f this ef{ort was to overco,,e tie

manpower inltensive. nighidy special ized" en] l sted str1•'.v-tti- 1-k i

of the dat. AI though meet.ing initial resistance 1 tn_ .f+or "

gradual a / gained acceptance and a name--Ri -'et WoJrk for-De.

Th-s program er.tabi i-shed +our objectives: urien :

"maintainer•" to a oart Icul ar weapon system orv famai + . -

a ystC-Ims comb ine spec isil ties with simi! ar technrl-• is L,

21



focusing on "on equipment" tasks; focus traininy arid

development pol icies on progression from Airman to Master

Sergeant; and, revisit unit manpower standards +or accuracy.

Although initially aimed at correcting problems of the past,

Rivet Workforce is a "vehicle for orderly, proactive

change."(2:3-5) What has not been addressed in any similar

degree is what we expect or require of the maintenannce

officer of the future whose job -it will be to lead these

new, more capable maintenance technlcLians.

Fielding Tomorrow's Force

And what kinds of systems will these new tecn-,ýciaaris

be required to support? Tomorrow's aircraft, the Advanced

"Tactical Fighter and Advanced Tec hnol ogy Bomber-. rve

awesome potential, but the technological tn.= i! en ges are

equally +ormidable. . 6 32) The Air Force's Project Forecast

II has painted the picture of future researcn e+-,-s.,

h ighl ight ing "thirty-ninte technol og ies and t1 -ir-t ,--ore

advanced systems" that wil 1 maintain our supremacy over any

adversary. Despite continuing pressure to fiel o "-si.TQI er,

preesumably cheaper sy'-tems ," the fore(asit. ser'ves: nutice trat

technology wil I remain the focus of increasing corinat:

capabil ity. even under greater b.dget.ta ry%, constraint-.L in :47 1

The Forecast II report categori-zed the initiati,.s

in s±ix categories:
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"propulsion and power;, vehicles, structures and
materials; electronics and optics; weapons;
information, computation, and displays, and, system
acquisition and support."( 4 : 40 )

Some of the specific ideas envisioned in this multi-faceted

program sound more appropriate for Star Trek than the Hir

Force we serve. New fuels could have sufficient ener-gy that

only one gram would power a trip to Mars and back in on>,v

two months. Trans Atmospheric Vehicles woLuld travel -roj

New York to Tokyo in two hours. "Super cockpits" wo,' d ts---

equipped with artificial intell igence systems and panoramic

displays on the pilot's helmet visor. Aircraft wofi, be

manufactured with "smart skins" containing embedded phased

arrays, thus repl acing "bul ky antennae, sensors. ane-

communications aevices."(l:ZO) The .Thal lenge to ensurl--

the availability and qualificatlon o0 maintenan,.e

technicians is obvious.

A second major research project i .- eareu tO

addressing "the problem of maintaining increasinpllv *cairT A

mil itary aircraft" of the future. Th;e Generic Ite...at.d

Maintenance Diagnostics (GIMALIS) oroogr a .toc_ -. = ,,n,

designing maintenance diagnosLics internal ly to these caew

s-Ystems. GIMADS would incorporate advancec computers cr

prov ide 'redundancy in operating functions," io ,:w

technol ogies such as "f-ault tolerant a-vionics arcr iteutLu-e

and very high speed integrated cir-CLuLt-" to manage mui Li e



internal systems. The net r-esult should be fewer l ine

replaceable units and improved maintainabil it y.(:UT)

This system is envisioned as an aid to maintenance

personnel , but what of the maintenance technician recqlulren

to maintain the GIMADS structure itself'?-

Both the Project Forecast II and GIMADS highl ight

the potential of our always forward push to e..pioit- the I

advances of technologies. The logistics support systems tor

these new capabilities will certainiy ta. our ersonein

resources. But once again , none of the publ icat ions tout: In.

these future capabil ities address maintenanrce per-orinei

requirements. We cannot afford to let the past bze repearedj, :.L

then devise a "Rivet Workforce II" to correct cr1 is.ec

specialty shortfal Is. Nor can we continue to think- '_n-'

maintenance officers produced by the current accesEion,

classification, and training apparati will be qual ified or

capable of leading a far more sophisticated worbstorce in

more demanding environment.

Meeting Organization Neecas

And what sort of maintenance organizatio,,•, i

structure will be required to supoort the Air Force after

the year 20",0? Wil 1 we see an adaptive continuation of tn:_

existing central ized and decentral .zed concepts? Wi' I the

b,_toget ano/or threat force us to smal ler, more independent

and widely dispersed units? Or wli ! we a n.eed comp]Dosite
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organizations with multiple weapons systems--a stand alone

strike force tailored to one specific mission?

Certainly, for the foreseeable future, the existing

organizational conceots will suffice, at least from a

maintenance perspective. The central ized concept for large

aircraft and decentral ized concept for fighter aircraft seein

well tailored. Strategic Air Command is comfortaole witn

the centralized concept tor its bomber and tanker torce, and

ful I beddown of the B-I woul d, in ali probanil ity,

necessitate only minor changes. Mil itary Airl if t Command iz

simil ari y pleased with the central ized concept in the

continental US and has adapted consolidated support units

for assets in the airlift "channel *" And, the Tactical iir-

Forces see little need to abandon the decentral izid concert:,

recognizing the subtle command d ifferences tm a;romocate

Tactical A ir Coimmand's deploIyment needs and thi-e emolovient

nuancr, es in t•he European and Pacific theaters o+ oDper._a.tlon

Even with the obvious advances in tecnnool of.y anti tne

conversion of weapons systems. there appears .i itti e needv.j tu

alter substantially the organizational stru,_-ture5 tkat

presentl v serve the commands so wel 1 . HI tl`o'.,U;h ±utcure

aircraft wi I 1 introduce new on-board systems, at mo.: tuere

would be a need only to real ign certain "shop;" wiLhin the

existing squadrons. The biggest chanqge and cihal 1 enge vl I i

be earl y recognition of. the need to train personnel to



maintain these new aircraft. Nonetheless, there are voices

contending changes must be made, focusing on how we irtencd

to fight.

The first effort is focused on countering the

increasing vulnerability to attack of "large. fixed main

operating bases." The Air Force 2000 report called for a

"dispersed air basing strategy" that places emphasis on

"unit mobility, flexibility, and autonomy, and will require

a leaner, more broadly trained workforce." ,2 :3) Supporters

of this concept contend it wil l be mandated by a comb nat ion

of demographic and budgetary realities. This ostensibly wsa

a motivating factor behind the Rivet Workforce specialty

restructuring effort.

The second effort argues what' is needed to meet

today's threat is "relatively sel t-contraLnea.

self-sufficient fighter wings that can launch from one basee

al i +acets of a strike force package .... " This cOinoio5ta

wing would consist of various mixes of A-16, R-IS, F-16, ,.d

eventuall y ATF aircraft grouped to perform, one of th,' e

missions: "counterair, interdiction, or close air support."

It is not important here to argue the operational merit or

such an organizational concept. What is obvious are t

logistics hurdles--redistributing of munitions and suppiies.

new facil ity construction, spares stockage, and t:e
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increased number and variety of manpow-zr requirements--that

must be overcome to effect such a concept.(14: 1 1 - 1 4 )

The challenges uf the -future are apparent, but not

inSurmountable or necessarily even formidable if we develop

a strategy today to meet them. The Air Force has worked

diligently to field new systems, construct maintenance

facilities, and provide adequate spares leveis. Attention

to personnel needs has received less attention-, more

authorizations were often the onl sol ution to ever.'

problem. A host of real ities forced functional and resour-c,-

managers to redress past shortsightedness, hence i-i eT

Workforce. A similar approach has not been forthcoming Lo

assess the quality of maintenace l eaoership. Thi-= i r not to

imply that the 40XX career. field suffers a major malaise

that threatens our combat capabil ity. But attentiion tr:-

accession, classification, training, and assignment nee,:is

has been I ack ing. It i. time to ensure that ma:nter, ar-cz

leaders and managers are "aS we would want them" ancl iot "a.

we have come to accept."

L-
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CHAPTER V

SOLICITING A SOLUTION

As previously stated, the thrust of this resear'ci

effort was to determine if the accession, classi+ication,

training, and assignment policies of today were, f irst.

correct and, secondly, responsive to the needs o+ tomorrow.

The approach to find the answers followed a three- proige-o

approach. First a series of letters went out to HO

USAF/LEYM, HQ AFIIPC, and the Directors of Maintenance at HCs

TAC, USAFE, PACAF, SAC, and MAC. These letters focused on

the fol lowing questions: what initiatives are cur-rentI -*n

work regarding career management for the maintenance

discipl ine- are changes nfeeced to acces-ion standaw"ds d-

should the aircraft and munitions o+ficer career fielua5 e Da

combined; are any changes necessary and/or proranued 4-r

expand in g basic training, especially in techni(-al

orientation or instruction in other logistic5 discirl inre-:5.

and, was there a desire or need to close loop officers to

specific commands, or similar commands? In addition, HQ M,_

was asked to provide gata on on-going or poroozsed cnagecI to

the existing basic training courses +or both airc-ra+t anj

munitions maintenance officers. The .second orong wast a

review 0+ previousl o publ ished source5 incl udIng F :

professional journals, Air Force manual=5 and regulati.ns,
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and similar studies in this area. The third prong was a

number of one-on-one discussions with fell ow maintenanvre

off icers. To structure the resul ts, we will l I ook f irst aL

current initiatives and then what was suggested +or the

.Future.

Current Initiatives

The issue of consol idating the aircraft -

munitions maintenance career fields was addressed b, tqTe h1i

Staff in 1935, but an agreement could not be reacrec btL-•e&-

the two functional managers. It was readdressec in ij/.3o-

with a more favorable outcome, at least in principle. Tre

proposal was presented to the major commands in Januar-y j•-37,-

but was not accepted by all attendees_ The msaor stut, ib, nci

block focused -on the "uniqueness" of munitior-,s, Ispc ia1 v

the perceived need to define and track nuclear e.pert ise

The discussion then shi if ted to t-aining, where r• e

cn.suonal ity of material in tre core course=s sur-faced. Th 15

redirected the effort to one of major modif cat ion f:

training programs rather than a red assiflcatior, o+ areer

+fiel ds. (27,

Part of the discussion on training +icused on tc-te

utilization of 4('JXX officers. This higilighte.-c two t-er~n.=

air :r,-it maintenance officers performed aircraft maintenanrse

whe -ea. munitions officers performed botn ou i t i torns nd

air craft maintenance. The fundamental procl em was exo res i:d
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by the Air Staff as fo, Iows: training did not match

personnel utilization. The aircraft course was 2L weeks,

the munitions course 14 weeks, with considerable

commonality, but a difference in emphasis. Despite -aevirng

separate courses, with two separate specialties, both

%÷+.icers were being used interchangeably. Ano tne

classification structure has both disciplines merge to

become a maintenance staff officer. The bottom line was

that officers were not prepared for the "full range a-.

duties and responsibilities" that would surface during orne'-

career. (28 :A1)

The proposal to merge the training orograms received

unanimous approval at a major command, joint Dirccztor ut

Maintenance and Director of Munitions conierence in HLVV.R

1987. The training merger will result in one initna'

maintenance officer course of approximatelv 21 wooekt

duration. A separate. fol low-on course o! anJaU t L.ree ',eeki.

will be provided to all officers selected for assignment to

nucl ear capael e units. The benef its envisionied i ram thia

approach include better preparation tor potential duties ard

responsibilities, increased flexibility for OCri_.. better

utilization of officers, and better preoaration cn semir

logisticians. (28:i3) This merger is not a panacea, howevo:.

Whether the functional and resource managers ar onte

major commands real ize or will admit it or not, this mercer
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is de facto recognition of the inevitabil y ci

consol idating the two career fi el ds. One training cour-se

that results in two separate specialties simply will no()t

survive. While one course may better prepare officers tor

the full range of jobs they may face, it does not therefore,

by default, guarantee better- personnel utilization. "ird

this merger will not make better logisticiani_; maintainers

.yes, but "maintainers do not logisticians make!"

The merger of the basic courses is the f irst steo in

what the Air Staff sees as a three part serial to ;Jvelu o a

40XX training continuum. Thne second part woul0 incorporaLe

a series of Air Force Institute of lachnology >&(.FIT)

logistics continuing education courses. The third =-t :p

incorporates major command unique training programs. *uotr,

systems and procedures oriented. Both will be revievwecl

briefly.

The AFIT logistics continulng education Q on1ept. i

desi,gned to "broaden logistics officers." It inc udes T',L.r

courses, spread across the officer's career. A',ese cours0s

cover: Introouct ion to L0ogistics; Combat cogL s'1t IC

Intermediate Logistics IN c.qementi and, Senior Logistic-s

Officer Development. These courses would oe avaiabe v.s

correspondence, seminar, and residence anTd would be

"mandatory for early u,.pgrade to sta4{ AF&SCs.i 1.'( H4)

231 :-
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The proposed major command training program

satisfies a perceived need to fine tune oi-icers with

technical or hardware training and "unique" management oýr

procedures training. They are based on the "everything yoDu,

need to know about" and "how to succeed in" concepts ot

personnel management. These courses, of fe-red b',-

correspondence and in residence, would be mandatory uFoon T-,en

individual's first assignment to a particular weapon sv.tem

or command, or after a three year separation froI-,-,

either. (28:A.5) There are hidden messages here .ur ths.E'

involved in the business of classificatior, and .i.srnnt

This will be developed in more detail later in this chao•er.

This is the sum of current initistives to re'tter

preoare maintenance officers. Ta assess wnat the tuture ma

hold and where it might l ead, we wil l next 1 ook aL the

inputs received to the letters of inquiry. We will tirr:L

assess the perspective of the functional manager 0owi)-jve,: ;y

that of the resource manager. To round out tn 1- 1 SoY i ew-J .

wil i then turn to the inputs from the major commands.

Functional and Resource Piana.er -ersec•ti- e

The functional manager provided a kcandid o.,er'view or

the Air Staff persoective o-f 4C)XX career field maaement.

First, there are no changes under consideration re;ardiv~

accession pol icy (special ty entry requirements; . Nor rare

the:, entertaining at this time anr'y con s i dt.r-t i n tC
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combining the aircraft and munition maintenance officer

career fields. In fact, the subject has been ourposefuli I Y

avoided because of the emotional , volatile nature of thi_

issue. With regard to assignments, the Air Statr has

adyised Palace Log that the Air Force needs "wei roundeok

maintenance officers with a good breadth o- experience," but

is quick to add that "there has been some de-emphasis of the

Fal ace Log career development role." Tiher efor'e while

stating that "current assignment pol icy ooes not c-Ioe I oop

officers to specific commands" the Air Staff ackno wi :zdcJes

that the major commands have acouirec consioer-ab' e I atioc

in influencing the assignment process. It is the furctioa.

manager's position that the Air Foh-ce needs a "go.c ,i: o,

oH 4icers wnit general maintenance background and off tickrs

that tend to be identified with a specific command,." •2E;

This, one woula assume. i- the guidance pr-o video to toi-

r esozurce manager.

PFlace Log acknowledges that tihere are no 'mavoa':orv

undergraduate degrees" or minimum AFOQT scor'es recquwrd tot

accession into the maintenance career field. Rather .h.n

engaging in discussion of the need and/or merit oi sc..; a

prereguisite, they were quick to outItline the "oureauc.-.•ILic

jungle" that must be traversed to effect sucr, a can1 g.

In defense o-f Pal ace Log. the AFMPC IFersoneI ile.s,.ement

Di÷i.ion advised that_ the AFOOT is "pr-imarily an acce-xio-

II
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tool " to assess potential in commissioning program5 and was

not designed as a classification tool . Research, in tact.

has not been done to validate the navigator-technical

composite for determining success in a particu ar career"

field.( 2 5' Palace Log also advised that minimum scores had

been established for the Verbal and Quantitative AFOPQT

composites for all officer accessions.( 27 )

As noted earlier, Palace Log acknowledged the

di-fficultv supporting field graoe requirements w i wrtn trFe

existing company grade base. They do not consider rnc -.

resultant grade substitution and job re9et ition &.1

deleterious and consider professional development stil

achievable by rotating personnel between commanil= ann '.,.½

systems. They also stated cross flow opportunities existed

into AFSCs (046 (Director of Logistics). 00)('Jo (Director ut

Resource Management) , and 66XX (Logist ics F', an-,s -J•cl

F'r'ograms) . LIke the rAir Staff , Pal ace Log agreedj that r_-

Air Force does not have a "MAt.JCOM baZed c I ,sed I-c,

assignment system" but acx::nowl edged thiaat "there are ,f-:,it cer.

wjho have tended to be identif ied with predom inanl i v one

MAjCOI1." As for lat itude in assignments. bFHF e beI eve=_

crossfl ow between central ized and decentral 'ied maintenance

concepts builds the functional manager's "rounded officer-

with a good breadth of e>ýperience."(2Ld) In word, i+ not in
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deed, the resource manager certainly seems to oe supporting .

the desires of the functional manager.

The policy formulators and implementors have stated

that there is a need for a good mix of "maintenance

general ists" and "command special ists." AFMFC has

identified "generalist" as someone qualified in two

logistics disciplines or someone with experience in r7-uth tnie

central ized and decentral ized maintenance concepts. ''

There are very few of the former and the "iatter is i. F

simpl istic definition. What was not identified by eitner

the Air Staff or AFMPC was the number of Y "rera. - i..

positions, nor where they were located. Absent from thts

"pol icy" is recognition of the obvious--peooie are .sei ecteoI

orimarkly on past experience or specific e;<pertise. 2 hhere

are few. vary few positions requiring Teneralistst=-

While on the subject oi generali-at,. :Jr r,.E

e..xa.tl v did the former AF/LE have in rind when he ',-ee-te,::

we need "logistics_ general ists?" Ai member ot tne Rsearch

Anal vyiis Corporation has stated that with in the next t

yeers 'tine primary professional oersonnel ci a55$itc':iZ n 4

wil I be the Logistician" and that the se--par ate ... nctiunai

specialtles of. maintenance, supoly, etc. will e a r ._•--A : ,

this basic code. He further alleges that the "major pr. ,I-.I:emi

hIas been functional sub-optimization" that has ad-er'ei,

imp-_zted the 1og -jst ics system, the mission*, arc ca-sea
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embarrassment to the military.( 1 2: 4 8 ) But whaLt is aS

"logistics general ist" and if the professional commounitV

does adopt this classification approach will th-.. military ý

necessarily follow suit?

One U.S. Army counterpart has defined iogistics

general ist" as

"a master of logistics, professionally develoried and
=Killed in multiple logistics functions ... expertise in
managing personnel , resources, information serviccei.

maintenance, supply, transportation. -no,, n-a
procurement. .a working knowledge of research tneor:.v
the appl ication and use of statistics, inte;rateo

logistics support and international logi=ti-- cs

operations." (1 :3 2 )

This certainly appears to be a prettv full oa-e f ,-o--

individual. Again, however, it has been asserted thaL this.

with the corresponding classificationr coding 41,iil b aE

natur-al outgrowth of the civil ian 1 o9 ist ic proft e:- .-:.,

becoming "more compl ex , more educated, more systemr's theor.

or ienteci , t .-nd computer dominated," (12 d S.uch a i in

direction and personnel management woull djemand significarnt

changes to e.*iating accession, classification, training. ano

assignment pol icy Bnd procedure.

Return ing to the impact of the a.-liTnen ," Li and

"special ists versus general i -etc" AFiFOC has al so stated tI

some people desire to remain at unit 1 evei thro-ughlout t,-

career h-il e others prefer to serve onl v at the sta+f 1 a-vu

In the f irst case, AFiIF'O aIl e ges there is no r-easo
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individuals cannot enjoy a SLtccessfuLl career entir-ely., at thýe-

unit level ,whereas there is not a need for orofess~onal

staff4 off+icers. ('27) There are several inconsistencies in,

this argument. First, success strictly at unit level is a

matter of definition of success--will lieutenant ccflionei

sQuadron commander qual if y? If we do not ricedprfsi'

staff officers, why do so many in our buksiness "aojea:r' 'cc

go from statf to starfr' If staff+ t-ourýs arei not a

prerequisite for urarmotion, why is this the declared v-ev U-

assignment oificers, PAFR 36-23. and Air Force S enio-1

off icers? Does not a staffý tou~r helD oevei.)[ 'no weý 1 roundcem.

offiicers with a breadth of exiner lance?'" And somewh-ere

this self real ization why not admit t~hat "uO-timatesuca'

adviancement to general o-fficer, in this ousinesc: to n or>

oossibl e via AFLC chainnel a. The ultimate the- rest-, n7t tne V

"ma In t en1 an1C e c ormmu n ity c an hope focir zan d asi-PL ~ra I) I

ao nel . oreferabi Iv at t he sta:ý.f bea+ frno'-e &d iik-j,

"career maint--ainer'sB" do n-ot coveit the-- hect ic 1I-ii*-

A word or two on -fundame,--ntal"c'-*r %aqq1I

theory-, is in order at this norint . Toda--y's CDi> .cer-! La7ra--r

Devel opment Pr-ogram isa basied on a nroces;a wihere e' an

eso)ecial 1v ra-=tedof rnýicers 'ouLt alBso e-o:nreited Qtf icer=a,

"'careered' So f a r as posszible in their oi~ie

soeý--c I aI t i's " Fo r ot h g r'c to of-Ba o 4:4 i c ers , L I-- "s.

o r imar i- oiurpoQsie o+I career r mancement" is ro-) t i r -t Fi-r*F-
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officers to assume increasing levels of responsib'i ity-

within the defense apparatus and, second, co orea P -----

officers for advancement. (3:98) The underlying theme her-

is that one enters active duty as a "suecialist" and growsB.

within that specialty throughout one'B career, to meet Air

Force needs. That is the theory; what is the oractice? _

In meeting the primary purpose, it is acknowleoged

that most officers. in our case maintenance otticers. are.

by initial training and classification. special ists. ,3.ver

time, and through progre-ssive a.•signments rno 0 .o0

opportunities, one would e;pect to advance. Thery no do .

that as one orogresses, hor izons troaden as due:

understanding of "the big pi-cture.' The n at Lal

continuation of this theory is evolution ot a en erEi is-.,

within each career area. This natural l. begs a quet ionr Z, E

to why, when aovancement1 requires nonr, srai 1 5-. F

o&ficers insist on maintaining officer soecta Its.

answer 1s simp 1 e: a ceertain number of off icers ,:arc,- t-.

col onel . each understanding that to continue to .gener-ai'

(read that as - gener reQu:Lres Bubord in te w'•. 'It--.;.

reoutations and e..tensiye experience in their resEtec':: _-.

career' faeldd--thev want special a ts." (13:23-30. The isten

needs special i sts to function and the generail lits wii,

Oubble to the top to take charge.
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The Major Commands Weign In

The consensus of the major commands resoon,•ir to

the inquiry shows some variance from the aforementioned

"guidance from above." These differences are not

particularly major, but they do beg a question or two. iase 'v

the major commands expressed their real concerns to the Avr-

Staff? Has the Air Staff effectively supoorted the desires

of the major commands? The issues are not oarticuiari

"easy" to solve, but it will only be done via a coorinated

major command and Air Staff aporoach, and not the meaium u,

an individual research project.

Three of five commands responding commentao on the

nreed for such a r-T'iective Iz-k at this SUOJec, 0' t%"t

requires "careful thought and planniLng tooav" to ensur-

are oreocared to meet the challenges of the +utare. -i vo

commands aoecifical lv addressed the "general ist"isse. UflbnA

stated tnat "purposefully Oil uting tne tr-aninn ot ouw

maintenance off icers does not crouate to a war iNi-ir,i ;

hilloSOPhy.'KJ3(') Another offered "The 'general ist sho_ uld

come bv training our maintenance o++icers in otier ,1:.,it.:l

areas as they interact in their primar/ fieI o.''JZ) Wh ij

not soecifical 1 y addressing the 'generai ist" vNrs'U.

"special ist" arguement, several commands think "soec f iLv"

is reqcuired ir some areas.
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In the area of accession pol icy, none of t!-e

respondents expressed a need for undergraduate degrees in

scientific or engineering -ields. However,. four cf jive

specifically addressed a need for maintenance officers to

possess a technical competence, the abil ity to graso

technical and mechanical concepts. In this l ight, while

none recommended instituting AF3QT minimum scores. tw. or

five suggested some means of measuring technical aotitude

prior to selection for initial training.(30;31;32:33;34j

With regard to the long-standing cia=•iiica:on

issue of combining the aircraft and munitions maintenannce

officer specialties, three of five commanos tav, or ed

consol idat ion. One holdout, who also hinted at seoaraLion

even at the f iel d grade I evel . has no orqan icý mn it i cjns

responsibil ity. Despite recommending the merger, the fleo-:.

to retain some level. of munitions expertise was recogiTzeh

and advised e=special l in the nuc I ear

fieid. (30031 32;33J34) Clearln v, this issue wil 1 bI .

under the surface until ai l participants stew uDo. oul

parochial ism aside, and decide what is best for tie Air

Force.

All respondents aopear satisfied with the prooosed

changes to the basic maintenance training courses.

recommended adding inastrUC t I on in o ther 1 o3iSti_-

ois cipi ines, aside from the supil .. fundamenta;5 a lr=n,
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included. Any further logistics training was recommnroec as

follow-on courses at the senior captain and major ranks as

part of total career development.3 3 4ddZhi4

seems to suggest that maintenance itself is a difficzult

business that can consume an entire career. The thouqht,

therefore, that one can become a "logistics genera. it'

equally competent in several discipl ines, seems lIs=C I iksl

in fact than in theory.

The last area o+ consideration in-el-ves tie

assignment process. None of the respondents aavores .

closed loop structure similar to the F:i-vet Work;-forca 1 i,

to specific weapon systems or families of weapon , 5vstEmB tru-

thl a,'l ist foch did, however, see a need to -

stabil itv in the process bv 1 ink.ing individual s to COT,n.-.

Whether "command uniqueness" is a I e: itiaate ar.,-ur*nt . tnWt.L

cOTmandis went maintenance off icers that t ner st ;n. .

management system ano have technical c-aTieeF, , -

weapon system. They do not re: i =h a constant 'rt,' , in y

of each new inbound., Wh i e acknowi edq i ng the need to 3: Li 1

Air Staff. Air Force Logistics Command, Air Royce Eva ens

Command, and pos=ibi e joint bil let these are cr-n tdered

except ions to the rule and slhoul d not negqte te rotnent ia

benefits of a command based system. (30 ;3;32 ;33 34) n eJetneI

the desires are m._,ch different, in fact. tn-an the ac-_tu&ft

s'-ter is a zmattte-r of interpretation. No,-,etne! os.- c.,mmencT,
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want their own resources: they may be willing to e<change

personnel within similar maintenance concepts and wear, on&

systems, but "free flow" or "any option open" is not wnat

the users want and perceive they need. The "staff, e

functional and resource managers, should provide the USers

what they need to get the job done.
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CHAPTER VI

CONCLUS I ONS

in the intron,.ctory chapter it was posited that the

.Air Force was not as aggressive in the management of the

mission support skills as it was in the operational skii is.

The primary focus of this contention was broadly addressed

as the area of logistics and most specifical Iv the +ie'ic ut

aircraft and munitions maintenance. In fact, it wa5 staLed

that the style had been predominantlv reactive ratner "nan

proactive, but that this trend would not be acceotao1e I LVeF,

a threefold chal 1 enge of rapidl y advancing technol .-,I

dccl ining availcaolc cohort baso, and congrescional rDe--sure

for reduced -force strengths. The I o Bi ct ic- u• p or T

structures of the future w1ll certainl y aas major'

challenges and opportunities in this new en-•ronet. 'i-

v•il I be eslpec ial Iv true in the area t r.gerso-rlel mana.em.,t:

The excursion through Oer5'sonrne, maF,.gIT, l . rie

aircra+t and mUnr it ions )AineFan. buv-nes- beUan ¼, i .

historical perspective--a look at "our rcJot.'" This rBsiew

reflected both stabil ityv and change. It has ueen soio eri

the sense that there hai as Cj;i/ s e;. i t_': the n.co t,_,

personnel discipl ined in planning, organizing, GiI-eciq

coordinating. and supervising ma:ntenance activiti,-. 'si.

change has come in. the evol ution from T, any, v tec!-hica I v
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oriented to a few managerially oriented soeci~alties. T he

changes in education and training requirements attests to

this evolution.

A snapshot ofE the maintenance utilization field oV

today reveals several interesting features. First. the-

field is mistitled the "Aircraft Maintenance and MunitiOns'

util ization f iel d, thus giving the impression that we 00

something with munitions but we do not maintain then.

Second, accession standards are not stningent--there nro nlo

mandatory undergraduate degree areas o+ soec ializat ion,

until recently there were no minimum AiFOOT score standnar d

and there are no technical aptitude requirements for a Yielo

of discipl ines th.at is technically based. Thin':. receraý-t

initiatives aside, training programs have eoit'zmized tn.=s.

reactionary nature of mission support skill mahent

La-stly, the current demographics reil ect ana.icrztin

baes skewed to the f ield grade side astonse

overmann ing of 1lieutenants and undermaninincg of nauo--rs ~'

l ieutenant col onelsa. thus driving grade subsat itut ion ano ja--

repetition. This is certainly rnot ideal career managemant

in any meaningful analysis.

When we look at the future we again see a threetow

challenge: maintaining a significant number oi current

a~ircraft into the next century: fie 1lding and integrat ins

host of new tecono og ies and wystems;-- and 'e n n ,
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organizational and support structures for both. The + irst

involves improving the rel iabilityv maintainacil iitv,

availability, and supportability o0 existing systems. The

second requires integrating many and vast dl 1 ' i 0 jer-ent

systems and technol ogies into this structure. The third

requires detailed assessment of employment scenari=os to

define the organizational concepts best tailore.-: tQ

successful mission accomplishment. rind to ocrnes trate ancd

lead this evolution, we need maintenance officers with sýhe

capacity and abil ity to understand these new -ystems a,, t.

lead an enlisted workforce far more capable thor in rc,

past.

IF, assessing whether or not today--a mainte,-,ac,-

off icer is prepared to meet these chal i e nge. Se-=-- a,

interesting insights- come to the sur-face. Firsrt, atide z.-.;

the undergraduate degree and AFOQT Ver-ba: and uu, nt itSL

mn inmurms reOLiired of ai 1] new acce-o=-nions • rt•n E I- i= ic c -

sp ec i f- ic eFn t P recu irement s inF, tnD Lh e a j : F I .t m n Cat:

discip in.es. The contention is that, with time, maintean-•-cse

officers 'I ; -t the need -for technical c omjj-tetrc •a, t-

sucCa.eed on manag-ement procwes-s alone. It cer-ta inl vI a e e

accession process but it is a naive approach to the-t LAtr',.

Second, both the functional and r-esource .ma nager--s

have stated the need for- "wel I rounded maintenanc;e otLi. _CC

with good breadth o-f e-,,riee: ts r e .r o I Cde u s :
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generalists, the touted Air Force philosophy, that we neeo.

They are quick to add, however, that some Densonnr,: 00

become identified with specific commands and become the

"command specialists" that we also need. Realitv. however.

shows all too few duty positions requiring "generalists" and

a career managment system that acknowledges without "commar.-:

sponsorship"--command special ists--promotions are few and

tenure is short.

Third, the - authorized graoe structure needs an

overhaul . The existing field graae to comTIan. qra,'e

authorization sol it is not comoatible wito Eound ':aseer

management pnil osophy. But rather than correct the prwo:n em

at the source, the Air Force has elected to use wor, around

methods to make the aberrations tolerable. Thus resu L= rn

"the system" tell ing commands that grade sub-.itution is a

necessarv fact of l ife and tel l ing the individua! that .. o

reosetition is career enhancing.

Fourth, the recent initiatives to "remed.y" IF. t Iti

training is another example of our reactionarv pro- i.ivite-.

out a wel come change nonethe ess. The orcuoxec- r_ i;

continuing education courses will be beneficial, but not •or

al l officers. The proposed courses all lel.i wit:-;

"logistics." The Iogisitcs career area in, ]uces ,Ti==i'

maintenance. aircraft and munitions mai n t enan re,

transportation, services. suoplv, acqulisition ciontrac.i.-,
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I
and l ogistics plans and programs. 'NO one ca". OE.-,---3,e•

proficient in all these disciolines. That some snould tI

afforded training and employment opportunities in more tnan.

one of these disciplines is recogni.ed, but this i:;

assuredly the exception rather than the rule. A1-d t:h -

proposed major command trainiing courses carry two measaves.

the commands want personnel technical ly "ouai i f id' .-

specific systems and manageriall. commete't in Boeci.,

organizational concepts.

Lastly, the day to da/ emoloyers of ,rainter-an-.-I

officers, the major commands. have sl ightlv a i 4.4,e in-

perspectives than those offered by the turc hzna ,.i an

resource managers. And they acknowl edge trat tn-. in y -

issue that recuires careful thoughth and ol anning t.-d, 4;-)

ensure we are prepared to meet the chall enges W4 WE xutt....-

Toe ,onsCensLus bot• _il ine reads L s -ol 1 ,L .. - .1 T .ialnlowsc.

oficarz neeo a level of technical competencr M-e- •rcv•ar'

and munitions AF3Cs ahoul d be comcined. provi±ded nuc ea-

weapons expertise is maintainea; there is no noed t e.ia-,-

training programs with instruc.ion ifl otne" 1..g.sti.,=

disc ipi ines: "I og Ist I ,S general i ts'" are a nCt att ,:,n-,. I'

.and, l thougqotney understand toe "ss•_tem" the., 1 r .. , ,

1 ink personnel to commands to ma intaio n cFntxiU:> a- r

e-'oerince. The real bottoml ine is W.hs:iner IWnare . -

"sigeit ctsot di-•-.,.renc-s- between commnTdi desr• t,. t• , -r how, t"r,
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"system really works" and between real operations and what

the -functional arld resource managers profess as "ool iUv

It is time to put aside parochial perspectives and buil, a

system that provides what we need to best do our job.
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CHAPTER VII

RECOMMENDAT IONS

"Perhaps nowhere el se is 'the -attention to, war'

fighting dimensions more critical to the Air Force than ±ii

the field o-f logistics."( 9 :1 0) The environment of tine

future will be markedly different from that of tod-av endth

challIenges and opportunities for the logistics Bs1;. P .t

systemns are evident. This will certaiLnlyv Liert in tte;z

personnel arena.

"No single resour-ce nec-, a greater 1!*q:pAýL oJr! Hir_

Force readinessB end the ca~ab iiitv to support nat'i cine-

Securityl objecti~ves than our pear:l e ' (iC'<7(_j) It is; oucu i

wrio alevelop. implement. ara mai~ntain the logi-stic.a suzuri_,t-,

s/,stemrs that willI provide US trne sustainab iiit vtr u

-f iht in;ý. it is in the personnel jarefla, sec

asz~ect=s -addressed in this rsoaDrrt. thatt t;-~i rorv::t

ext-ensive l atit:ude to ef fectý the change- acsr itD en:r r

our resources are Qrepared for their rezsoonsibil itiE:S.

Air Force mainteina_ýnce personne'i . Cr I i-rr_'.

off +icer , have- long been and , in -ome senses , sectll1 are t~e

f or granted. The revýerse sloae a-f the I near r

Association membership card reads: .- cer i t noti n-ý

a (n aorouLLs a ro0U t rain-- .F tam- i ng ai Q-r c r aft anrd snsr, nr e

been..." ut tha_-re- a-re a loat of- croud pe-ol- IaLin, tn-i i.



business and they are interested in ensuring we are ready to

meet an/ challenge. While Air Force leadersnip at the

highest levelis works diligently to Sustain quality of life---

we must endeavor to "field" the most capable fighting force-

attainable. And it all starts with the standards we set -for

oursel yes.

We have made great strides in the enli-ted

maintenance specialties over the paet seven veers. ure 1. r I e

program e-nhancements are underway and others a oe 0,

book-. The key will be to maintain the level of or oqre:-=.

It is now time for' us to look at thci' off icer or.e orcric

issue. This can be done i:n three stages.

Stage On---The Near Term

For the very near term "e must oress er

vigorously with the prooosed crangss to the f-"mal t1.,.,

program. 'Ti;-e merger o+ a ircraf t and mun ft i&n =cjor ee

cannot oc del eyed much 1 ringer Wi tenout imoact ing C. a1i I 1:

Th-,e obviouzs attendant action is the merger ,or '1 aýrcra. U

and munitons secia t i es at the coman) gr-ade E-,

Nbuc I ear expertise aside, personne Li ,tiI izat ion oetter c.ri: :J

nrot _suOport senar:ate sk iI 1 ; suc--.h an ar'gument i ta,- tamc,,

to scayiincg we need to re'.',rre.t•" the avionlic s-e e-l tv l It

is only nati. ra I gven our p rod ivlt'i t or manaqeri a

gener.l I StS.' F`1 ann 1ng yarnd n.-vel or,111 o0 tre mac jr ,-om mdXF,

and AFI T +-oE low-on t-rai nr, g programs ShoUt 1 CI ,-U -CCG ,-
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implementation of the latter will , however., need to be t Led

to later personnel decisions on how we intend to develop an,5

emplov logisticians, both the generalists an& the

special ist.

Stage Two--The Intermediate Term

In the slightly longer term, we need to visit our

accession and assignment philosophy. The commands resporned

to the inquiries stating that they aesired a certain 1 eve!

of technical competence in their maintenance oi-isers and

that they desired to keep them on "el astic apron sorin..."

To say that we "need" officers with technical compecence is

not to imply we must establish engineering c-egrees as k

reauirement; it is also not to say tnat we need otticsr5 wn.-,

can perform in a "wrench turning" canacitv. But the- a(-.

need some 1evel of capabil itv to comporeend teen,-, -

concepts and to oiscuss them witn Bubor, r,..te- and .ue" '

alike. If th-is is, in fact, desireaole tnen action E-,OýI,

be initiated to study tailoring the AFOOT or soTIe ,Siirliinr

te•rting apparatus to asseas technical aotitude. anpe c.i-,r,-

suggested that the abil ity to ma:e a decisior was e.':.al i-

not more important. While acknowledging the imo,:rtacs a-.

this trait. it might be better addresed dur ing other

train ing fora, and not as an accession tool . Such de ices

as the Mvers-Briggs Tvoe Indicator ard/or the Le.'i iaid r iA
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should be administered early in an individual 's career and

not "saved" until attendance at senior PME.

The second intermediate term area is the assigment

process. It is time to recognize that ensuring continuity.-

ana readiness is more important than equal sharin. of amin

and pain. The commands have come cn line staLing that thev..

desire to retain a modicum of control over their per-con,•i

recognizing the occasional tours outside the parent commard.

Command parenting builds stabil itv, continuity_,

and sustainabil ity. To move people between commandsf=, n_---,

weapons systems, and the 1 ike because of "turn in tr)_-

barrel " or personnel management whims of a junior resource --

manager does not make good sense. This is not to say .__tha

peool e cannot move across command 1 ines if tre so desire

nor is it to say that Air Force racuirements srould not Le-

considered first. What it does say is that we neecl to • =-. ,"

a hard . fresh I ook at how best to do the sob. r eC-o.n rize t .he

real ities, and ensure the commands have the as-ot- e--

believe necessarv to do the job.

Stage Three--The o T:erm-

The longer term objectives are no I ess c hai n- .g

reoole enterr the maintenarce business from technical -ecn'I-

as aporentice special ists not as "ready" managers. inI tIme

triev 1 earn the systems-_ and the processes and thes- *2rcv,

ex.xprand •rnd advance. As they ad ance. h,:or'izon, r cacen
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do their areas of knowledge and expertise. This does not.

in and of itself, qualify them as generalist, a tarm tnat is.

rapidly losing its meaning in any operable sense. FAnd the

real ity of a logistics general ist in its broadest context.L

below the Air Staff and AFLC levels, is ludicrous.

There are some very soecialized aspects in the field

of logistics, and they differ in the wholesale ar,-_, retrail

arenas. Specialists are needed in both arenas an-, at all

levels. General ists, in th-,e narrowest ard cr oa. c.=t

contexts, are more appropriately emoloied in the wnoiesa>

arena. It is imperative that we recognize this neec. and no':

arbitrarily and capriciously mandate "general ism" as tl-,e

wave ot the fLLLur- cor-" hie w•vt wi 1 wil l 'b w u uvi r * _.z E,

aside. is the general ist concept recei.ving seriOus eri,,.-

attention to consioer ma.jor al terat ion to the ,_ -0t

systemr? I think not.

l-ere is another asoect of what tJ -:ZN:> c t

maintenance officers to do, ano that is in relati>.n to o.ur

expectations of tihe senior enl ISted cors.D nIn oar _and ::- L et

master- sergeants are staff or marnagement l. r r-nk. rd

expect personnel in those grades to serve in th-ose i t ini

ano in those capac citiea. Given trlese in= ivaicat. vitf

oroven .years of tr-aining and experience, where doe= -h..

off 3.cer fit in. t, the =_ystem? Why do we need o+ i lier and.t

enl isted managers in the sane units- Do we ineed tIem iF tnv
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grades and numbers we see today? These may wel 1 be areas

for serious consideration and another research effort. The

issue is wise personnel management.

Any meaningful restructuring of of+ icer

authorizations must begin with an understanding of the

proper officer to enl isted mix reauired to best accomolish

the mission. Once a philosophy or concept of oaerati~on- is

establ ished then we can approach the skewed autnorizaLion

base. The Air Force has labored long ano hbard, at joast

recently, through such technipues as the career orocress ion

guides, to make the enl isted specialties s==f-sustaini.

The Air Force instituted arbitrary adjustments to trne

authorization structure to- effeHt tii_ "uoYr-mid" or desir'i-c

tract. This same concept and philoopryv can be apr:lieo to

the officer authorizations. First, we -nust def i-,e the

rel ation and del ineation of responsibil itv between ok-- :er

and eni sted maintainers, then, we must take the Ci. i6 r. I.I L

but necessary step to devel ,co a career f iel d that Lu

from the bottom up.

For the• "very 1 ong term w..e need a forwar"d ½z'.-

anal vsis of +uture weanon system impacts or the d r.iqn anc

comoosition of tomorrow's mairteinance oaf Lcer or,--ra,n.

shculd be initiated to keep abreast of new technoi ogxes ,nd

concepts of operations and to dci i.n-E trne ro0 e o t-e

me intenance off icer to thu.s ensBu.r-e reQuir-emen-t s t.r- "tr onn
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end loaded" in our accession, classification, training, and

assignment policies. It is time to be proactive. We cann•t.

wait for the ATF and ATB to be fielded to determine what we

want, expect, and need in our maintenance officers. Tne

linkage is too obvious. the resources too scarce, the needi

too great to wal low in the reactive style of tne past.

Maintenance officers must face the issue with a ciarftv -"

purpose; the recommendations offered here oroviice bit a--

departure ooint.

I.-.
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